Quality Work – The Basis for the Strategy – : CASE: CAF-quality work in Summer University of Hame by Tiainen, Suvi-Tuulia
  
 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
Quality Work  
– The Basis for the Strategy –  
CASE: CAF-quality work in Summer University of Hame 
 
 
 
 
 
 
 
 
 
 
Master’s thesis 
 
Business Management and Entrepreneurship 
Visamäki, Autumn 2016 
 
 
 
Suvi-Tuulia Tiainen 
 
 
  
 
 
ABSTRACT 
 
 
VISAMÄKI 
Business Management and Entrepreneurship 
 
Author  Suvi-Tuulia Tiainen Year 2016 
 
Title of Master’s thesis Quality Work – The Basis for the Strategy –  
CASE: CAF-quality work in Summer University of Hame 
 
 
ABSTRACT 
 
”Quality is not an act, it is a habit” said Aristoteles already in antique times. 
According to Aristoteles; there is two meanings to quality. How item 
difference from another and how item is seeing; either bad or good. There 
are several different definitions about quality and how quality should be 
seen and done in organisations. Base of my findings during this thesis, I 
would say that quality comes from assessment and its results; which are 
managed correctly to direct actions and will to change actions. 
 
This thesis subscriber is Summer University of Häme; which started quality 
work in year 2015. Quality work was done jointly with personnel, given 
results and actions were asset with help of CAF (Common Assessment 
Framework) tool. Subscriber was part of OSAAVA -project, where Finnish 
summer universities commonly create base to quality work assessment.  
 
In the begin thesis questions were outlined to concern questions like; what 
is quality, what is quality management and how self-assessment can be done 
in organisation. When thesis proceed, there begin to be characters, which 
are specific to action research. Thesis created concrete action inside the 
organisation and subscriber introduced in the end of year 2015 their new 
strategy. Strategy was implemented together with management, personnel 
and interest group.   
 
This thesis is not aiming to give correct and ready models, how to do self-
assessment in public organisations. Thesis aim is to encourage 
organisations; especially public organisations, to start self-assessment 
process and that how create their actions and organisation as more 
qualitative as it is.  
 
Keywords CAF, quality management, self-assessment, strategy, action research, 
public sector. 
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TIIVISTELMÄ 
 
”Quality is not an act, it is a habit” lausui Aristoteles jo Antiikin aikana. 
Hänen mukaansa laadulla oli kaksi merkitystä; ilmaista miten jokin kohde 
erottuu toisesta kohteista tai millaisena kohde koetaan, hyvänä vai pahana. 
Laadun määritelmiä on useita ja laatu määrittyy usein näkemisenä ja 
kokemisena. Laatu ja sen kehittäminen lähtevät arvioinnista ja arvioinnista 
saatavien tuloksien johtamisella suoraan toimintaan.  
 
Tämän opinnäytetyön tilaajana on Hämeen kesäyliopisto, joka käynnisti 
laatutyön tekemisen vuonna 2015. Laatutyöhön otettiin mukaan koko 
henkilöstö ja laatutyötä työstettiin CAF (Common Assessment Framework) 
arviointimallin avulla. Työn tilaaja osallistui kesäyliopistojen yhteiseen 
OSAAVA -hankkeeseen, missä tavoitteena oli luoda pohja laatutyön 
käynnistämiselle jokaisessa kesäyliopistossa.  
 
Opinnäytetyön kysymyksiksi rajautui aluksi puhtaasti laatuun liittyvät 
kysymykset; millaista on laatu, mitä on hyvä laatujohtaminen ja miten 
laatutyö voidaan aloittaa organisaatiossa. Toimintatutkimukselle 
ominaisesti kuitenkin työn edetessä opinnäytetyö synnytti konkreettista 
toimintaa organisaation sisällä ja vuoden 2015 lopussa organisaatio esitteli 
asiakkailleen ja sidosryhmilleen strategian, jota oli työstetty yhdessä 
henkilöstön, johdon ja sidosryhmien kanssa samalla laatutyötä tehden.  
 
Opinnäytetyön tavoitteena ei ole antaa valmiita malliratkaisuja, vaan 
tavoitteena on kannustaa organisaatioita lähtemään mukaan laatutyöhön ja 
samalla kehittämään organisaatiotaan sekä sen toimintaa laadukkaammaksi. 
Työn tavoitteena on tuoda ilmi, kuinka laatutyötä voidaan johtaa julkiselle 
sektorille ja mikä on johtamisen merkitys laatu- ja strategiatyön 
onnistumisessa.  
 
Avainsanat CAF, laatutyön johtaminen, itsearviointi, strategia, toimintatutkimus, 
julkinen sektori  
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1 INTRODUCTION 
Organisations often says, that their work is quality work and they are doing 
systematic quality work at daily. But in the end, it is important to notice, 
what is quality is and who can define it?  
 
There are different ways to justify with different follow measuring tools, 
that quality is done in our organisation. But crucial point in my opinion is 
to recognise that are measuring tools only giving data to management, but 
not telling how organisation can improve its quality work?  
 
Base of findings, I could say, that quality comes from actions which people 
are willing to do, it is improving things to be more better and most of all not 
to satisfying to current situation, it is will to go forward, improve and 
challenging done actions. Most of all it is will to lead people to their best. 
 
This thesis is focusing on quality work and how public organisation can do 
quality work with quite simple-using tool, which is called CAF (The 
Common Assessment Framework). Tool is introduced later on in this thesis. 
This thesis aim is not to give answers what is quality and how organisations 
should to quality work. Therefore thesis is not going to introduce quality 
work or try to get answers question like what is quality work and how it can 
be done.  
 
I am hoping that my thesis gives reader change to understand that quality is 
everywhere in organisation, if it is leaded correctly and people are commit 
to do their best, despite in that are they in management or personnel level. 
 
In article “Report on the State of Affairs of the Common Assessment 
Framework (CAF) after Five Year”, article writers Staes and Thijs have 
written that CAF has four main purposes: 
 
1. To reflect the unique features of public sector 
organisations. 
2. To serve as a tool for public administrators who want to 
improve the performance of their organisation. 
3. To act as a bridge between the various models in use in 
quality management. 
4. To facilitate benchmarking between public sector 
organisations. 
 
They also recognize that CAF can be use in all parts in public sector at a 
national/federal, regional and local level. CAF tool can be also use in a wide 
variety of circumstances, as a systematic programme of reform or a basis 
for targeting improvement efforts in public service organisations.  
(Staes and Thijs, 2005)   
  
Thesis aim is to take in use functional and easy-using quality tool in 
Summer University of Hame and introduce organisation to quality work at 
public sector. Thesis subscriber is Summer University of Hame, which took 
part in Osaava -project in year 2015-2016. Project was arranged by The 
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Association of Summer Universities in Finland. In this project summer 
universities were introduced Common Assessment Framework tool, later 
CAF, which became Summer Univeristy of Hame first quality tool.  
 
As I early mentioned, thesis subscriber was Summer University of Hame, 
which I will introduce later in chapter 4. The aim was to implement CAF 
process and CAF template to subscriber. CAF temple was done in Osaava -
project together with other summer universities. After template was done 
jointly in OSAAVA -project, every summer university did fine-tuning to 
their own template, so that fit their own organisation. 
 
Along CAF journey, CAF work shaped to concern strategy work. One big 
ambitious goal in organisation was reached in December 2015, when 
Summer University of Hame new strategy was introduced to Summer 
University of Hame board. 
 
This kind of systematic quality self-assessment was done first time in 
Summer University of Häme history. CAF quality work tool was not 
common to participants before. Summer University of Häme reactor and 
office manager were trained to use CAF tool in Osaava -project. In Osaava 
-project every Finnish summer universities were able to take CAF tool in 
use at their own organisation. This Osaava -project helped Finnish summer 
universities to take first steps in self-assessment process and project 
participants created common quality assessment tool, which was easy to 
implement in their own organisations. 
 
Quality work process benefited organisation very well and results gave 
good information to future quality work. Self-assessment was done first 
time in Häme Open Summer University history, but it is going to be an 
ongoing process in future.  
 
Action descriptions and discussion during CAF process increased good 
expression of opinions and every one’s voice were heard. After first self-
assessment meeting organisation work was systematically started to change 
and quality work was started to do as an ongoing process. Thesis aim was 
to take quality tool in use at Summer Open University of Häme and it was 
done successfully during the process.  
 
CAF work biggest challenges were that team had not ever done any kind of 
self-assessment. Therefore, there was time to time hard to find common 
thread and in some cases the core quality work was lost. Lack of systematic 
timetable also created some challenges and some point assessment group 
was not commit and invest their best to quality work.  
 
However, CAF work was done successfully, despite some problems and 
circumstances in Summer Open University of Häme. CAF work pointed out 
that organisation should do systematic quality work and self-assessment in 
future. Organisation had very good discussion during this project and self-
assessment discussion sessions gave important information to organisation 
how personnel sees customers, surrounding environment and their own 
work from management and personnel perspective. 
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The best benefit in CAF work was that organisation created base of CAF 
process their new strategy, which was created together with personnel and 
Summer Open University of Häme board of members. Strategy work was 
interesting work to do and it commit co-operation work between personnel 
and board of members.    
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2 BUILDING THE BRIDGE BETWEEN QUALITY AND CAF IN 
PUBLIC SECTOR 
It is quite hard to define, what kind of work and whose responsibility quality 
work is. In many cases organisations speak about quality work and quality 
of work is measured with different quality standards. Some organisations 
can also use their quality references in their marketing strategy and that way 
they are trying to differentiate themselves from competitors.  
 
When we are talking about quality, it is important that organisation observes 
quality from its own perspective. In my opinion that is the only way how to 
start doing quality work. Quality cannot be done by creating and using 
quality standard tools. There must be will of change inside the organisation 
to do quality work. Therefore, the honesty creates base to quality work. 
Quality is made by renewing organisation’s actions and behaving without 
forgetting the basics.  
 
When organisation starts quality work it is important first to define how and 
where quality is done and how it will be made visible? After these questions, 
next step is to think, how organisation is going to follow and measure their 
quality? There might be already existing measurement tools, but they are 
not seen as quality tools at organisation. If there are not any quality 
measurement tools, it is crucial to choose them based on organisations own 
work and strategy. When measurement tools have been chosen, it is 
important to recognize, what organisation does with results and that is the 
basis to quality work in future. 
  
When quality criteria are done, it is important that organisations own actions 
and work process goes on in every day work. Therefore, good quality 
management makes important role in quality work. Good quality manager 
gets personnel motivated and commit them to work more quality way. 
When this happens, organisation can say that they are doing quality work.  
2.1 Theories about organisations and management 
Public sector management difference one way and other from management 
work which is done for example in exchange-listed companies. In private 
sector management work is focusing to make more profit to owners and 
some soft values may not be key factor in managerial work. In public sector 
success come from functional process which increase most of the times soft 
values to surrounded society. 
 
Therefore, it is important first to try describe what kind of work is 
management work in public sector. Somehow, I see that democracy makes 
the best basement to public sector management work.  
 
This kind of finding have also found from Michael Haartoonian’s text in 
book “Professional learning and leadership”. Haartoonian have written that 
value tensions make the basement to understand democracy and manage 
civic business. These value tensions are Freedom and Equality, Diversity  
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and Unity, Law and Conscience and Private wealth and Common wealth. 
(Beairsto, Klein and Ruohotie, 2003) 
 
Base of my findings, management has the biggest role at succession in 
quality work. Without good organizers and will to lead people their best in 
organisations quality work, there is no point to start quality work. My advice 
is then to concentrate to make a good base to quality work with renewalling 
organisation to quality work.   
 
In Forbes article Glenn Llopis has describe 6 reason why leaders make bad 
decisions.  
  
1) Rely Too Much on Past Experience  
2) Addicted to Corporate Politics  
3) Lack Clarity of Purpose  
4) Mismanage Resources  
5) Don’t See the Opportunity  
6) Don’t Trust Themselves to Lead  
 
                                  (Llopis, Glenn 2013)  
 
This thesis subscriber is public organisation, so this thesis is focusing only 
those management theories and examples which I see having a most link to 
public sector management. Public sector management is roughly saying 
managing public administration with public foundation. In public sector 
management has the biggest part in success and therefore public sector 
management has to have certain characters in order to success in work.   
 
In book “Julkinen johtaminen” Virtanen and Stenvall have described very 
comprehensive what kind of things person has to cope when she/he is 
managing public sector. Virtanen and Stenvall says that public sector 
management work is very demanding and management have to cope 
different kind of managing areas depending on that how demanding 
managerial work is. (Virtanen and Stenvall, 2010) 
 
Virtanen and Stenvall have listed a content of public sector management 
and it includes follow parts: 
 
 Strategy management; which gives a direction to 
strategy work in public organisation. It includes 
preparation of strategy and strategic thinking. 
 Resource management; what kind of effort management 
can give in public organisation in order to achieve goals. 
This includes both financial and human resources. 
 Process management; management has to recognize core 
and support processes and how those two process have 
handled.  
 Quality management; it is total quality management 
which aim to improve competitiveness in public sector.  
 Competence management; is the most demanding part 
of public sector managerial work. This has significant 
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meaning to success in strategy management. Demands in 
skills have to be leaded from strategy and competences 
have management be able to strengthens.  
 Management of work community; management has to 
have to understanding in leading and managing people and 
different interest groups.  
 Innovation management; constant changes in 
surrounded environment needs capability to innovate and 
develop actions in public organisation. 
 Network management; public organisation leaders have 
to have capability to lead different network without having 
formal power of decisions.  
 Management of change; this is a rising part of public 
sector management work. Constant changes in 
organisation structures needs understanding to lead 
changes. 
 Communication management; public organisation 
management have to have understand to lead both inner 
and outside communication.  
 Performance management; will and understanding to be 
accountable both from financial side, but also form 
leading personnel. 
(Virtanen and Stenvall, 2010) 
 
The upper list is quite long and it shows that public sector managers must 
be able to lead process with very different points of views. Theses aspects 
are quite general, but despite the level where leader is in public sector, these 
above matters should be noticed in every managerial level. 
 
In next subchapters, I have been trying to raise theories which have most 
links to CAF tool and this thesis action work. Mostly I see that theories are 
important to notice and be aware in managerial work from public sectors 
side. In real world, strategic thinking and management is more than 
knowing theories, strategic thinking and strategy management is seeing 
things. It is understanding current situation, past and future.    
2.1.1 A Curriculum for Civic Leadership 
Haartoonian have introduced A Curriculum for Civic Leadership, which is 
adapted in the book from Civic Business: A Curriculum for Civic 
Leadership. Civic Organizing. Inc., 2001. This curriculum is made to help 
leaders to understand how to work in civic organisations. This curriculum 
is a process, which can be repeated and it will increase leaders 
understanding about civic business principles. Based on these findings 
Haartonian represents civic business principles. (Beairsto, Klein and 
Ruohotie, 2003) 
 
Civic Business is formed from different management strategies such as 
TQM and Six Sigma. Diversity from this strategy is dimension of 
citizenship. Civic Business is based on five principles; leadership, human 
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capacity, ownership, democratic practises and sustainability. (Beairsto, 
Klein and Ruohotie, 2003) 
 
1. Leadership  
 Leader should honour ethical, economical 
and civic consequences.  
 Larger community’s wellbeing has strong 
meaning to firm’s wellbeing.  
 Leader understand meaning of good 
reputation, knowledge and power to 
influence people.  
 Politic skills, engage diverse viewpoints and 
capability to find out solutions are 
characteristically to civic business leaders. 
 Civic leader has capability to work jointly 
with other sectors and that how effects to 
common good. 
 Continuous improvement and learning 
brings results. 
 
2. Human Capacity 
 Civic Business encourages firms to achieve 
their best by investing in education, growth 
and development.   
 Workers life is aligned company values and 
that will increase wellbeing in firm, 
commonly and individually.  
 Everyone in firm is “a governing member”, 
which is see in financial and political 
ownership, evaluation and policymaking. 
 Civic Business brings an aesthetic 
environment to all participants in 
organisation. 
3.    Ownership 
 Individuals can contribute to financial and 
political ownership, because it is incentive 
to participants. 
 Civic firm is democratic capitalism, which is 
created base of financial and political 
ownership. 
 Civic firm maintains a structure of shared 
governance and decision making. 
4. Democratic Practises 
 Capacity of citizens needs civic 
infrastructures, active citizens and business.  
 Wellbeing comes from wellbeing of whole 
society. 
 Civic firm has an institutional role in 
democracy and it evolves society. 
 Employees work as governing members. 
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 Civic firm understand tension between 
democracy and leadership. 
5. Sustainability 
 Sustainability of physical, cultural and 
political needs compromises and 
understanding of future’s needs. 
 Articulated and shared values are bigger 
than firm’s or individual’s needs. 
 Civic business is not a private enterprise so 
investments have been done to future, 
results comes there how later. 
 Developing and investments to leadership 
makes results to next generations. 
 Civic firm works jointly with other sectors 
and together creates sustainability to 
economic, environment and social needs. 
   (Beairsto, Klein and Ruohotie, 2003) 
2.1.2 A Theory of Goal Setting and Task Performance 
In starting point organisation sets up goal and state, which they want to 
achieve.  There are many different management and strategy models which 
organisation can use in their quality and strategy management work. There 
are also multiple theories available, how to aim and reach goals.  
 
Goal setting theories are quite new thing and there have been few 
recognized researchers like Edwin Locke, which is an American 
psychologist and his studies have been said to be pioneer studies in goal 
setting theories. His Goal Setting Theory is said to be one base to SMART 
model, which will be later introduced.  
 
Locke’s theory sees that there is a relationship between people’s 
performance of a task and how difficult and specific goal is. According to 
Locke specific and difficult goals led people to better performance. Locke 
and Dr Gary Latham published a book called “A Theory of Goal Setting and 
Task Performance” in 1990. According to book, there are five principles in 
goal setting work; clarity, challenge, commitment, feedback and task 
complexity. 
 
Clear goals are measurable, unambiguous and specifics. Clear goals have 
time set, they should not give any opportunity to misunderstanding. Clear 
and specific goals are more easy to personnel understand, when they are 
also measurable. For example, goal can be set clearly like “Reduce job 
turnover by 15%”. (Mind Tools Ltd) 
 
In quality work, goal setting has significant role. Goal must be enough clear 
and goal setting need managerial capability to do decisions. Management 
must decide that are decisions made together or only from managerial point 
of view? How management works and changes organisations work and how 
assessment have been done when changes have been done? 
 
Quality Work – The Basis for the Strategy – CASE: CAF-quality work in Summer University of Hame 
 
 
9 
Withmore sees also same things at goal setting as Locke. He says, that goal 
setting must be realistic and it is necessary that goals are achieved. Goal can 
be also multiphase and it can be achieved step by step. Goal has to be 
resourced and there is time limit when it has to be achieved. Goal has to be 
also known within the whole personnel and meaning of the coal is 
recognized in organisation every level. (Withmore, 2009) 
 
Level of challenge has also important character in goal setting. Challenges 
motivates people’s actions. Challenging goals rewards people and it boosts 
people work and makes them more enthusiasm. Each goal should be seen 
as a challenge and if challenge is not challenging enough they can affect to 
organisations work. (Mind Tools Ltd) 
 
Goals are effective, when they are understood and agreed commonly. 
Personnel should be participated to goal creating, because involving 
employees make goal reaching effective. Goal setting should be done in line 
with previous expectations. Committing people more to goals, will it 
encourage people develop their own goals and they are more aware of 
matters in organisations. (Mind Tools Ltd) 
 
Withmore sees also that commitment has big effect reaching goals, but he 
emphasizes more organisations to explain current state in organisations. 
When goal setting has been done next step is to state the current situation. 
Studying the current state begins always from personnel perspective. In this 
part organisation’s worker or department defines what is wanted to be 
developed. It is important in this stage that whole organisation understands 
what is chosen as a development target. In a nut shell; current state 
surveying organisation studies the current situation, what has to be done 
better and what way organisation makes it actions as more qualified than it 
is now. (Withmore, 2009) 
 
Comprehensive managerial work is constant measuring and managing 
quality in every step. Management needs to understand past, current state 
and set the target. In most cases opening history, gives important 
information to management. Understanding completeness management 
must assess current situation. Perception comes from future; it is making 
target to future. Therefore, good current state analysis is one key point in 
quality management.  
 
After the current situation has been figured, and goal for the quality works 
is set, it is time to think how these goals can be reached. Withmore sees that 
it is important, that there are several options and they have been compared. 
Although, even in this process is observed multiple choices, it is important 
that in the end there is only one improved thing.  
 
Part of good goal setting is also that goal program includes feedback. 
Clarifying expectations, adjusting goal difficulty and gaining recognition 
are provided by feedback. Progress reports, which measures success are 
suitable tools to give feedback. Reports helps also organisation to break 
down goals into smaller milestones. With reaching milestones, organisation 
can give quite easily formal feedback to personnel. (Mind Tools Ltd) 
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Task complexity effects to how overwhelming work is. Complicated and 
demanding roles effects to motivation in a good way. Person should have 
sufficient time to get to know to goal. This will help person improve 
performance. Practising and learning are key word to success and 
succession in these matters needs time. (Mind Tools Ltd) 
 
When organisation is in this point that the current state has been recognised, 
different options have been observed out and set the way how to reach the 
goal, it is time to find the will to work together. After that the management 
have to be able to guide organisation in that way, that goal can be reached 
and quality work can be done in organisation. (Withmore, 2009) 
2.1.3 Management by Objectives theory 
Basic task in management is a capability to commit personnel to achieve 
commonly set goals and values, with help of training and developing work 
in organisation. However, management theories have change dramatically 
current decades, because first management theories were focusing only to 
lead organisations to better performance. Nowadays management is mostly 
leading people and people are today professionals, who are needed to have 
right kind of guidance from management and with this help, they reach 
goals. 
 
Peter Drucker have been considered as a father of Management by 
Objectives (MBO) theory. His theory has been said to be a counter to 
Scientific Management theory, which was introduced by Fredric Taylor and 
it have been called also as a Taylorism. Drucker saw that Taylorism was not 
focusing on people, it was only focusing how organisations can make most 
of them. 
 
In scientific management observation is in production level. It explains 
organisations with reaching goals and effectiveness. The base in this theory 
is that goals have to be measured and effectively reached. Scientific 
Management aims to see organisation as whole and complete thing, which 
need to be improved as a whole system. (Harisalo, 2010) 
 
Scientific Management is criticized, because it gives one-sided picture 
about humanity and it reduces problems. Theory believes that problems can 
be solved with simple techniques and organisation personnel goal is to do 
work as effect it can. Theory sees management as a functional leadership, 
where every manager has its own are to cope. Therefore, personnel 
can have multiple leaders and different command can disturb organisation 
work. (Harisalo, 2010) 
 
Drucker sees that every person in organisation effects to reaching goals. 
Therefore, every work task has to be guided in that direction, that it will 
help organisation to reach their goals. He encourages organisations to focus 
more to demands which comes out from organisations perspective, not from 
managers own perspective. Managers have to have clear goals from 
organisation and that how they are aware, what is expected from their 
department/section. (Drucker, 2001) 
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Drucker says also, that every manager should set their own and sections 
goals. Goal setting is a part of manager’s responsibility. This how 
management also have to be a part of goal reaching. Goal setting also gives 
to managers possibility to observe their section’s and own achievements. 
Drucker sees that this kind of management actions increases also 
motivation. (Drucker, 2001) 
 
Management by Objectives increase well-being in organisations. It is not 
controlling from outside, but is inner controlling and it is more effecting 
management then focusing only in results. Management by Objectives 
theory base is in that idea, that managerial work is conceptual and 
managements needs have to observed constantly. The idea is also to focus 
how people acts, behaves and motivates. (Drucker, 2001) 
2.1.4 POSDCORB organisation theory 
POSDCORB theory is a classical organisation theory. Pioneers in classical 
theory are Henri Fayol, Luther Gulick, L.Urwick, James Mooney and John 
Graicunas. Classical theories are focusing in organisations structures. 
Organisation have to have clear hierarchy, missions/visions and normal 
mode. These structures need also administrative process and these elements 
together makes organisation effective. 
 
Luther Gulick described administrative functions with combination of 
letters, which were POSDCORB. These letter describes words planning, 
organizing, staffing, directing, reporting and budgeting.  These words 
makes a base to administrative work. Coordinating these matters 
organisation achieves its goals. (Harisalo, 2010) 
 
The reason why POSDCORB model is introduced as a one theory in this 
work is because it has significant similarities with CAF. This is quite 
interesting point, because these models have over 60-year difference. CAF 
and POSDCORB both gives a list about things which need to be noticed in 
management work.  
 
CAF and POSDCORB models are both focusing their work to develop 
organisation’s inner work. Model is focusing to observe manners in 
organisation. PODSCORB is observing administrative work and it tries to 
justify that developing work is one management level. I think that this is the 
biggest difference between CAF work, because CAF in taking 
organisation’s all aspects under investing. There how assessment in CAF is 
focusing more both in out- and inside base on given feedback.  
2.2 Problem solving and goal setting models 
Investopedia defines business models as follows “A business model is the 
way in which a company generates revenue and makes a profit from 
company operations. Analysts use the metric gross profit as a way to 
compare the efficiency and effectiveness of a firm's business model. Gross 
profit is calculated by subtracting the cost of goods sold from revenues.” 
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(Investopedia) 
 
There are available many different solutions/models how organisation can 
solve their problems and make their work more effective and qualitative. In 
next three subtitles, I will introduce some model examples, which I prefer 
to work best in quality work in base of my own findings. These models have 
quite same ideas, but they little different from one and other. 
 
Commonly could be said, that these models represent problem solving 
methods. ASQ (American Society of Quality) internet paged says that 
problem solving consist of four different steps. These same steps are found 
out also in below introduced models. Steps are: 
  
1. Define the problem. 
2. Generate alternative solutions. 
3. Evaluate and select an alternative. 
4. Implement and follow up the solution.  
(ASQ) 
2.2.1 SMART model 
Base on Locke’s Goal Setting theory is done model called SMART, which 
will be represent shortly in next picture. This model comes from words 
specific, measurable, achievable, resourced and time limited. In this model 
the idea is to describe the goal as simple as possible and specify it simple as 
possible. It is important that goal is measurable either numerically or other 
way as simple as it possible. (SMART Goals) 
 
 
 
Figure 1.  SMART model 
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Goal setting makes base to quality work and strategy work at organisations. 
It is easily understood and adapt to daily work. SMART tool brings out quite 
quickly things, which need to be improved and changed. SMART tool is 
also excellent group work tool to management and employees, but it can be 
done individually and it can bring individual goals. Achieving these 
individual goals, it can raise motivation and organisation’s result.  
2.2.2 GROW -model 
GROW –model is a coaching model, which was created early 80´s. Model’s 
creator is not known for sure, but Graham Alexander, Alan Finea and Sir 
John Withmore have been considered as fathers of this model. This model 
can be used recognizing current state. Withmore has explained model in his 
book “Coaching for Performance: GROWing Human Potential and 
Purpose: The Principles and Practice of Coaching and Leadership.” 
 
Grow –model comes from words goal, reality, options and will/wrap up. 
Model is continuous way to work, where organisation´s actions can be seen 
as continuous changing process. In this model, it is important that 
organisation lives and goes continuous movement process in controlled 
way. (Withmore, 2009) 
 
 
 
Figure 2.  GROW Model for Mutual Empowerment 
 
Base of my findings I see that GROW model works very good in group-
work and quality processes. It states out what wanted to be achieved and 
what goals we are going to set to our core work? Model is focusing more in 
current situation, than past and finding out, what have been done. Base on 
this information model gives options how to work in future. 
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With GROW model organization searches options to work more wisely. 
Options gives answer to question what is possible. After this model guides 
organization to actions and how it is willing to go forward. Model is very 
simple and it gives a good base to process work.  
  
GROW –model is mainly based on good questions. These kinds of 
questions can be done in different set points at quality work. Below are few 
questions what can be used in GROW –model and they nicely keep strategy 
and quality work in process and gives basic information to renewalling 
work.  
 
GROW REALITY OPTIONS WILL 
- What is your 
goal? 
- Why it is 
important to reach 
the goal? 
 
- What is the 
current state in 
action? 
- How you see 
your next level 
 
- What kind of 
options do have 
in order to 
achieve your 
goals 
- What is your 
plan? 
- When you are 
going to do 
your next move 
and what is it?  
- What is your 
next step to 
success in this 
project? 
 
  
Figure 3.  Oppiva tiimi -Avaimia kollektiiviseen osaamiseen. 
 
GROW model is good tool to assess current situation, it gives answer to 
question where are we and points out what we have achieved before. 
Wisdom in this tool is that, it gives organisations opportunity to concentrate 
to one part in organisations developing work. Hole organisation is not 
needed to strip down and there how organisation can be changed slowly by 
part of part.   
2.2.3 PDCA -model 
Last but not least, I am going to introduce PDCA -model, which is the most 
direct link to CAF work, which will be introduced in chapter three. PDAC 
model is mostly used in quality assurance and management work, when 
things want to be improved constantly. Aim is to answer to customer 
requirements and therehow improve actions inside the organisation. 
 
In book “The Certified Quality Process Analyst Handbook” is introduced 
that quality approach places an emphasis on four aspects: 
  
“ 
- Infrastructure (as it enhances or limits functionality) 
- Elements such as controls, job management, adequate 
processes, performance and integrity criteria, and 
identification of records  
- Competence such as knowledge, skills, experience, and 
qualifications  
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- Soft elements, such as personnel integrity, confidence, 
organizational culture, motivation, team spirit, and quality 
relationships.”  
(Christensen, Coombes-Betz and Stein) 
 
PDCA model consist of four stages and its aim is to do continuous 
improvement to organisation. PDCA comes from word plan, do, check and 
act. With help of PDCA -model organisation can do continuous 
improvement in quality work. PDCA -model is an important tool in CAF 
work and idea of PDCA -model is to guide organisation in CAF work. 
Model gives for organisations a systematic approach to improve their 
process in organisation.  
 
PDCA model history goes in the begin of 1920s. Walter Shewhart from Bell 
Laboratories created system called SPC (statistical process control). This 
system has been seen as a base to PDCA -model. However, SPC model is 
still used as a monitor consistency and it also is a model which diagnoses 
problems in process. (Duffy, 2013) 
 
Base on SPC model, Shewhart created an idea of PDCA -model, because 
he wanted have a tool, which have continuous improvement idea. This work 
was carrying on Dr. W. Edward Deming who continued Shewhart work in 
order to create PDCA -model. PDCA idea is to be detailed sequence, which 
have four steps and these steps aim is to change actions and make 
continuous improvement in organisation. PDCA -model don’t has no end 
and work should be repeated again (Duffy, 2013) 
 
In CAF 2013 guide PDCA work is seen one aim in CAF -work. PDCA 
model is seen as a fully-fledged cycle in quality work. PDCA model is 
important help in different part of CAF criterions. PDCA model aim is to 
be a part in project, execution, control, action, adaption and correction 
phases. (CAF, 2013) 
 
PDCA model work differently according which letter is underway in quality 
work. In ASQ Quality Improvement Pocket Guide: Basic History, 
Concepts, Tools and Relationships -book PDCA involves letters following: 
 
“PLAN 
 Select project 
 Define problem and aim 
 Clarify/understand 
 Set targets/schedules 
 Inform and register the project 
 Come up with most suitable recommendation 
 
DO 
 Record/observe/collect data 
 Examine/prioritize/analyse 
 Justify/evaluate cost 
 Investigate/determine most likely solutions 
 Test and verify/determine cost and benefits 
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 Test most likely causes 
 
CHECK (STUDY) 
 Observe the effects of the change or test 
 Consolidate ideas 
 Select next project 
 Seek approval from management 
 
ACT 
 Plan installation/implementation plan 
 Maintains/standardize” 
(Duffy, 2013) 
 
PDCA cycle has an important role in strategy implementing and planning. 
PDCA helps organisation to gather reliable information and it presents 
future’s needs to whole organisation, according to stakeholders. This kind 
of information is very useful in strategic and operational planning process. 
These findings should be commonly analysed, together with stakeholders 
and personnel. Systematic analysis is a key to success in quality and strategy 
process. Systematic analysis will give important feedback to future 
improvement work. 
 
PDCA works best when organisation has a strong respect for people. The 
cycle has meaningful impact to success when organisation workforce is 
commit on it. PDCA aims to put focus on improvement in all aspects at the 
workplace. Problems are not seen in mistakes, they are opportunities to 
improve actions. When PDCA model is working at its best, personnel is 
participating to problem solving, it uses quality tools, it is implementing 
improvements and receiving recognition for their success.  (Christensen, 
Coombes-Betz and Stein) 
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3 CAF – COMMON ASSESSMENT FRAMEWORK 
Organisations often declares doing their work as quality as possible as they 
could. Base of my findings it seems to be, that most times organisation know 
that they are doing quality work and they haves assessment tools, but given 
results are not used right. 
 
In public sector achieved results are sometime hard to notice, because every 
action cannot be pointed out with numbers. In next chapter is introduced 
CAF Common Assessment Framework, which is thesis’s theoretical 
framework. Information about CAF comes mostly by summarising EIPA’s 
(European CAF Resource Centre at the European Institute of Public 
Administration in Maastricht) published Improving Public Organisations 
through Self-Assessment, CAF 2013 publication. 
3.1  CAF and self-assessment work in summer universities 
Main thing, why summer universities have to do self-assessment comes 
from Act on Liberal Adult Education law. Act on Liberal Adult Education 
is law which guides summer universities work. In this law section number 
7 § is said that educational establishment has to do self-assessment about 
their given educational teaching and its impacts and it has to participate 
external assessment. (Act on Liberal Adult Education 21.8.1998/632 §7) 
 
According to this law, with help of self-assessment educational 
establishment can support liberal adult education and that way they can also 
improve and develop learning experiences to citizens. Also in this same law, 
has been said that key results about self-assessment should be published.  
(Act on Liberal Adult Education 21.8.1998/632 §7) 
 
Law is not the only one thing why self-assessment should be done in 
educational establishment. Self-assessment brings additional value to 
organisations daily work. Main thing why CAF should be done is because, 
it will improve and support organisation quality work. When self-
assessment is done systematic and regularly it will improve that way 
quality. This is how organisation can continuously improve their work. 
(CAF, 2013) 
 
Heino, Levä and Tuominen sees in book ”Johdatko julkista organisaatiota 
laadukkaasti?” that self-assessment process benefits organisation in many 
ways. It gives opinion from personnel level what things should be develop 
and what matters are important in organisation. It indicates where 
organisation is having successes and where needs to be done improvement. 
It also clarifies both management and personnel view, what development 
actions have to be done and what are the things which need be develop 
together. Self-assessment also often indicates what kind of development 
work organisation is willing to commit. (Heino, Levä and Tuominen, 2006) 
 
CAF is good self-assessment tool because it gives information about 
organisation’s quality work and quality management work. CAF can be 
seen as a developing tool, which helps organisation to define their strength 
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and improvement areas. CAF can also be seen as a dialogical tool, which 
renews enthusiasm and creates that way work satisfaction. In self-
assessment process dialog between people can also create new learning 
experiences in work. CAF brings also bench learning opportunity to 
organisation. (CAF, 2013) 
 
Self-assessment process also confirms a feeling about matters like everyone 
opinion is heard. It can start also new kind of thinking way in organisation. 
It also increase understanding about development work and how it will 
improve organisation’s work. It encourages organisation to aim and set 
bigger goals and it commits organisation to developing work and to 
challenging goals. (Heino, Levä and Tuominen, 2006) 
 
In CAF group work individual can quite easily report crucial information to 
management which can help decision making process. With help of CAF 
organisation’s work can be reported and highlighted. This way group can 
give important information in the situations when it is important to open up 
why work has been done and why it is so meaningful and necessity. (CAF, 
2013) 
 
In addition to above CAF can also be seen important documented 
information to organisation. When quality work is documented it gives 
annual report about quality work. This way documented information brings 
more information and it supports decision making in future. With help of 
documenting organisation can also bring assertiveness to organisation 
work. (CAF, 2013) 
3.2 CAF principles 
Self-assessment is continuously part of organisation’s actions. CAF tool is 
created to public sector as a total quality management tool. CAF tool 
principles are mostly same as in EFQM –model (Excellence Model of the 
European Foundation for Quality). (European Institute of Public 
Administration, 2016) 
 
CAF model was launched in 2000 at 1st European Quality Conference in 
Lisbon. In 2001 in Maastricht was established European CAF Resource 
Centre EIPA. In year 2002 centre made first revisions of the model launch 
and after this they have launched model in 2002, 2006 and 2013. (European 
Institute of Public Administration, 2016) 
 
As tools CAF and EFQM are quite similar as we can see in next pictures. 
These models introduce quite same kind of assessment areas. According to 
my findings, I see biggest different between these two models are that 
EFQM is more recognised model in quality assessment and it is more 
suitable to those organisations, who wants to assessment their work 
comparing to another similar organisation. I see that CAF is more 
assessment tool which main target is to assess organisation’s inner quality 
work and appoint to organisation assessment areas.   
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EFQM model 
 
 
 
Figure 4.  EFQM Model. 
 
CAF model 
 
 
 
Figure 5.  CAF Model. 
 
CAF model aim is to make action as visible and seen. The basic rule is to 
increase actions from customer’s point of view but from public 
organisations aspect. For users CAF model gives information about 
strengths in their action, but it also points out what needs to be developed 
in different criteria which are called in this model as enablers. Received 
results then gives information how organisation can be done their quality 
work. 
 
In my opinion CAF can also be one part of strategic leadership, which aim 
is to support not only strategy but also give tools to reach their aims. It is 
very systematic and structured way to describe quality and organisation’s 
actions in public sector.  This model also can be seen as one tool in finance 
management, because it also helps people to understand what value quality 
work can give from finance point of view.  
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CAF also helps organisation to develop its customer service, because 
method/tool gives information about things where organisation have been 
successful. It helps management to follow-up organisation’s actions and 
therefore it gives data where organisation should concentrate on its quality 
work. Assessment in CAF is not personal estimation, so therefore 
assessment is open and based on facts.  
3.3 Concept and method of CAF application 
CAF is a full improvement processes which have five main aims.  
 
1. It introduces quality work to public organisations and it 
notices public organisations needs in quality work. 
2. It is advanced PDCA cycle (plan, do, check, act) 
3. It makes self-assessment easier to obtain diagnosis and a 
definition of improvement actions. 
4. Beside with other models CAF is very usable model in 
quality management 
5. It can help bench learning in public sector organisations 
(CAF, 2013) 
 
In CAF work is important to understand what consequence between done 
actions are and what is given results in quality work. 9 criteria in CAF work 
are leadership, strategy and planning, people, partnerships and resources, 
processes, citizen/customer-oriented results, people results, social 
responsibility results and key performance results. These criteria and sub-
criterions are described briefly in next chapter. (CAF, 2013) 
 
CAF consists of from nine criteria and these criteria have 28 sub-criterions. 
Five of these nine criteria consist of action assessment (enablers) and fours 
results which are given from enablers. These nine criteria consist of every 
sector, which are crucial in organisations actions. Criteria which describes 
organisation action (enablers) observes organisations course of actions and 
with these actions organisation aims targets and results which are given to 
them. Results criteria estimates organisations course of actions from 
different point of view. (CAF, 2013) 
 
Before self-assessment work, it is necessary to open more of these nine 
criteria. In next chapters are described these criteria shortly and what kind 
of question should set up before every criterion. 
3.4 Nine criterions and their sub-criterions 
Self-assessment criteria consist in CAF tool from 9 different criteria and 
these 9 criteria have 28 sub-criteria. Criteria have been divided in guide 
book to enablers and result criteria. 9 criteria represent organisation’s main 
aspects which have to be assess, so that organisation can build organisation 
quality work in future. (CAF, 2013) 
 
Quality Work – The Basis for the Strategy – CASE: CAF-quality work in Summer University of Hame 
 
 
21 
At enablers criteria part, CAF aim is to observe how organisation works. At 
result criteria assessment is done by base of what organisation have been 
achieved. Idea is that assessment is done by every aspect in organisation 
work and it does not consecrate only few parts.  
  
These two criteria are aiming to reach four main aims:  
1. to give an indication of the direction to follow for 
improvement activities;  
2. to measure your own progress;  
3. to identify good practices as indicated by high scoring for 
Enablers and Results;  
4. to help the organisation to find valid partners to learn 
from. (CAF, 2013)  
 
In next sub-chapters these criterions are introduced shortly. 
3.4.1 Criterion 1: Leadership 
Management rules organisation actions and ways towards the result. They 
make strategic choices and set up goals. Mostly in public sector politic 
matters influence to management work, but also management can be 
selected based on politic reasons. (CAF, 2013) 
 
In CAF tool leadership criteria makes clear separation between leadership 
role in political leadership and organisation leadership. This criterion 
considers more to analyse leadership work than people who are in charge. 
This is also very good point, because it is not personal estimation, instead 
this tool is focusing to judge actions in leadership work. 
 
Beginning assessing leadership work the main questions are that were the 
goals are set, how people are lead and how different things have been 
managed. In one way, it could be also seen that leadership work consists of 
matters like what is organisation’s core work and why organisation exists?  
 
Leadership criteria has four sub-criterions where assessment is done from 
leadership perspective. First sub-criterion focuses on assessing how 
management develops organisation’s mission, vision and values. (CAF, 
2013) 
 
In leadership criteria assessment is done base on mission, vision, values and 
aims. One key work in leadership is to create mission, vision, values and 
aims. There how their key work is also to inform organisation about 
organisation’s mission, vision, values and aims. This idea makes basement 
to assessment of leadership. 
 
In second sub-criterion assessment work is done by assessing performance 
and improvement in leadership work. Assessing is focusing on management 
systems. Management work is to create and develop different kind of 
measuring and management systems.  
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In third sub-criterion assessment concerns, how management motivates and 
supports organisation and its people and how leadership works as a role 
model in this field. Management work is to encourage and inspire 
organisation to do its best in organisation.   
 
In the last sub-criterion assessment work is done by political side, how 
leadership manages political authorities and stakeholders. Management 
fourth main work in CAF ideology is to be in touch in extraneous factors 
and there how increase awareness and reputation outside the organisation. 
3.4.2 Criterion 2: Strategy and Planning 
Organisation should define its strategies, so that vision can be achieved by 
planned work. PDCA model was introduced in chapter two and one part of 
PDCA (plan, do, check, act) cycle is strategy planning. Strategy planning 
should be focusing on analysing organizations’, customers’, interest groups’ 
and operational environments’ needs and current state. When organisation 
is planning its strategy, it has to focus on questions like what methods are 
needed in strategy work in order to success and what kind of circumstances 
have to be inside organisation so that strategy work can be done.  
 
In criterion 2 there is also four sub-criterions which have to be noticed in 
CAF work. In the first sub-criterion evaluating will be done from 
stakeholders’ and operational environment point of view. How organisation 
collects information about stakeholders and operational environment point 
of view and how good they can respond to their needs.  
 
In the last sub-criterions organization, should analyze how organization is 
developing strategy and planning it, but also how it is noticing gathered 
information in strategy work. In these criterion assessment is done also from 
that point of view how communication and strategy implementing is done 
and how organization values and implement needed changes in strategy 
work. (CAF, 2013) 
 
Areas which need to be assess in strategy and planning criterion are 
customers and surrounded interest groups needs and possibilities, strategy 
planning, implementation of strategy and management of innovating 
changes. (Heino, Levä and Tuominen, 2006) 
3.4.3 Criterion 3: People 
People are most important thing in public organizations. Public 
organizations are build up from its personnel. Personnel wellness and 
commitment to work makes organization’s success and therefore it is 
biggest asset in public organization. These organizations can rarely compete 
in markets with products or innovations, therefore people are the key to 
success.  
 
In CAF work it is needed to assess what kind of people organization have. 
It is important that organization can get 100 % about its personnel in order 
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to success. This needs therefore good personnel strategy planning. 
Personnel can’t be overloaded, but it cannot be underutilized. Management 
must give responsibility to personnel, appreciate good work and increase 
motivation with good leadership and environment where people enjoy to 
work. (CAF, 2013) 
 
CAF template sub-criterion is done by three sub-criterion point of view. 
Organization work is to assess how good they plan, manage and improve 
human resources in strategy and planning. How they identify, develop and 
use competencies in order to advance personnel’s knowledge. Assessment 
is done also how good organization involves employees to open discussing 
about organization’ strategy and how open dialogue, empowerment and 
supporting is done in order to increase employees’ well-being. (CAF, 2013) 
 
Base of CAF template, in one way could be said that assessment is focusing 
how HRM have been done, how HRM work is developed and what kind of 
dialogue organization is doing both in- and outside at organization. There 
how, organization assess its personnel policy, strategy and visions.    
3.4.4 Criterion 4: Partnerships and Resources 
Partnerships and resources are important things to public organizations. 
Mostly these two have bound to organization and therefore taking notice 
these two things are very crucial. Often these partnership and resources are 
important decision-making body and their decision-making can affect how 
organization gets subsidize with state funds. 
 
Organization actions need decent economical resources, technology and 
premises, these all should be managed carefully. By stimulating the external 
focus, partners can also bring needed necessary expertise to organization. 
Partnerships and resources should be developed and encouraged to 
participate organization’s development work. Partnerships and resources 
engaging to development work can also help and support strategy 
development. (CAF, 2013) 
 
These criteria have six different sub-criteria. Organization have to assess 
how they develop and manage partnerships by relevant organizations and 
how development and implement have been done with citizens/customers. 
Assessment should be done also in that point of view how good organization 
manages its finance, information and knowledge. Technology and facilities 
management have also been assessed. (CAF, 2013) 
 
Assessment is focusing on how external partnerships and inner resources 
have been planned and coped. Focus is also to assess how organization is 
controlling its operating principles and how effective organization process 
are.  
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3.4.5 Criterion 5: Processes 
Criterion five observes how process have been planned, improved and 
coped. This criterion also observes how process lean on organizations 
strategy and how process help organization to achieve its goals. The criteria 
also assess these things from customer’s/citizen’s and interest group point 
of view. (CAF, 2013) 
 
Criterion has three sub-criterions which main aim is to assess how process 
have been planned in process, product and service point of view? 
Assessment have been done how process are planned, how well services 
and products have been developed and how process have been coordinated. 
These all sub-criteria also assess innovation work in organization. (CAF, 
2013) 
 
Focus is to assess how process are observed, planned, improved and coped. 
Assessment is done also in that point of view that how process improve 
achieving goals and strategy is realized. Aim is to find out how organization 
could find innovative ways to develop their process and actions.    
3.4.6 Criterion 6: Citizen/Customers-oriented Results 
From this criterion organization start to assess how good they manage in 
different sections and how they achieve their goals. In citizen/customer-
oriented results criteria focus to analyzing what kind of goals organization 
have been achieved from citizen/customers point of view. (CAF, 2013) 
 
Organizations have complex relationship between their customers. 
Organizations have to been taken noticed customers need, but in the same 
time mot times money comes from public funds. In this criterion, results 
have been assessing from two sub-criterion point of view. Assessment have 
been done how organization percept customer/citizens needs and how 
organization cope from internal perspective and how this internal work has 
been measured. (CAF, 2013) 
 
According to Heino, Levä and Tuominen assessment is from two point of 
view; from customers and citizen’s perspective. This includes customer’s 
and citizen’s views from organisation, participation, accessibility and 
organisation’s products and services. Second point is inner customer and 
citizen barometers; barometers are focusing in organisation generally, 
participation and services. (Heino, Levä and Tuominen, 2006) 
3.4.7 Criterion 7: People Results 
This criterion focus to assess how organization achieve its people results. 
These criterion is observing what kind of people results comes from 
personnel capability, motivation, satisfaction and performance. (CAF, 
2013) 
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Criterion divides two kind of people results. This criterion assesses 
perception measurements and performance measurements. Perception 
measurements questions are directly asked from personnel and performance 
is measured from organizations own performance results. (CAF, 2013) 
 
Assessment focus is to find out what kind of results organization have 
achieved. This criterion focus is to try to find answers matters like how 
organization sees organization in generally and what kind of working 
conditions organization is offering. With this criterion goal is to find out 
how motivated and committed personnel organization is having. 
3.4.8 Criterion 8: Social Responsibility Results 
In this criteria section organization observes what kind of result it has 
achieved from economic, social and environmental point of view. Aim is to 
figure out what kind of social responsibility results it has gain. These results 
have been observed also in local, national and international perspective. 
Measurement is done from both qualitative/quantitative point of view. 
Results can concern among things like ethical, environmental sustainability 
or quality of life results. (CAF, 2013) 
 
If organization is doing its core work from social responsibility point of 
view, it can achieve different kind of distinctive marks. It improves its 
reputation and image constantly, it is desired work place from employees’ 
point of view and it motivates people to stay and work in organization for a 
long time. Organization who is aware of its social responsibility improves 
its relations with companies, other public organizations, the media, 
suppliers, citizens/customers and the community in which it exists.  
 
Assessment is focusing what kind of local, national and international goals 
organization have achieved. Focus is to assess how society sees 
organization and what kind of results they are hoping organization to 
achieve and what kind of goals organization have already reached.  
3.4.9 Criterion 9: Key Performance Results 
In this criterion organization assess what kind of results it has achieved 
compering measured goals, which have been set in short- and long-term 
results. This criterion describes how good organization implement its 
mission, vision and strategic work. (CAF, 2013)  
 
Key performance results are divided into external and internal results. 
External results are focusing on mission and vision results. It observes how 
process and achieved results have been reported to external stakeholders. 
Internal focus aim is to find out how efficient it works and how they build 
their inner excellence from received assessment results (CAF, 2013) 
 
External results are results; which have effect to reached goals. Inner results 
are results; which comes from management and innovation perspective. 
They are also results which have been achieved from economic perspective.  
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3.5 CAF Scoring 
CAF scoring aims to reach four main aims. First, it provides information 
and gives indication to improving activities. It aims also to measure 
organisation own process and it will identify good practise when 
organisation will assess enablers and result criterions. Four aim is to give 
tools to benchmarking and give organisation more information how to move 
their actions toward excellence. 
 
In CAF results scoring is done in two ways; with classical CAF scoring or 
with CAF fine-tuned scoring. Base to these two scoring systems comes from 
PDCA cycle, which is seen as a fundament work in CAF process. 
 
Classical CAF scoring is done with help of PDCA -cycle. PDCA cycle aim 
is to move organisation towards quality approach and it also is one way to 
bench learning activities. This model is introduced more in chapter two. 
 
In CAF, fine-tuned scoring assessment is done more fine-tuned and it aims 
organisations to think more what thing have been done (DO) and have they 
been enough planned (PLAN). Progress is more shown as a spiral, 
assessment and results are take noticed in every phase. CAF fine-tuned 
scoring brings bench learning activities, visualizes more things, which 
needs improvement and it speeds up organisation more to focus on the 
targets achievement. 
 
CAF guide introduces also two assessment panels; classical scoring and 
fine-tuned scoring panel. In classical scoring panel is divided in two ways. 
In first panel assessment is done base of enablers, and second panel is done 
base of results. In enablers part organisation choose, what level they have 
reached according PDCA cycle. When organisation is in PDCA phase it has 
to have accomplished first every phase. When right phase has been chosen, 
organisations scores it actions between 0 to 100. In result panel organisation 
scores it actions between 0 to 100 and each sub-criterion is divided in 6 
levels. If it is wanted organisation can assess how results have been 
developed or how target have been achieved. Panels gives also opportunity 
to assess both things together. 
 
Classical scoring panels are introduced below. First picture is enablers panel 
and second one is result panel. Their character are shortly opened after 
pictures. 
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Figure 6   Enablers Panel 
 
  
 
Figure 7 Result Panel 
 
As same as in classical scoring, fine-tuned scoring has divided to enablers 
and result panel. In enablers fine-tuned scoring every definition in every 
phase should be redden carefully. Phases have been divided to PDCA 
phases (plan, do, check and act). The idea is to find evidence of strengths 
and weaknesses with help of panel. Scoring is done base of examples so that 
it won’t be too hard. If it is wanted these examples and/or evidences can be 
done in both boxes and average of these results can be calculated. 
 
Result panel observes the trend of result from past three-year perspective 
and what targets have been achieved in the last year. Organisation gives a 
score for the trend between 0 and 100 and scores the last year’s target 
achievement with same scale. The scoring is done with scale which have 
been divide to six levels. Panels in fine-tuning score are shown with pictures 
below and they are in pages 55 and 56 in CAF guide. 
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4  RESEARCH METHODOLOGY 
As a member of The Association of Summer Universities in Finland, 
Summer University of Hame was able to took part in CAF training. The 
education package was part of Osaava -project.  
 
Osaava -project is funded by Ministry of Education and Culture and it aims 
to improve professional knowhow to persons who are working in 
educational field. Aim is to activate different schools, academies and liberal 
adult education system to develop their personnel. Focus is especially in 
creating quality criteria and models in organisations. Funding is ending at 
end of the year 2016. (Ministery of Education and Culture) 
 
Osaava -project started in Summer University of Häme in October 2014 and 
it ended in November 2015, but this project is still carrying on its life in 
subscriber’s work. This journey gave opportunity to renew and start 
systematic quality work in Summer University of Hame. In this chapter I 
will introduce more my research work, background to thesis work and 
subscriber, Summer University of Hame. 
4.1 The Summer University of Häme 
The Summer University of Häme is one of the 20 open summer universities 
in Finland. Summer universities ideology is to provide equal opportunity to 
learn regarding what circumstances student comes from. Studies at Summer 
University of Häme, most cases, don’t need any basic training skills and 
there is not any age-limit to studies. Summer University of Häme actions 
are ruled by laws of free educational law. It has started its actions in 1972. 
The Summer University of Häme is part of Häme Regional Council. (The 
Summer University of Häme) 
 
The Regional Council of Häme core work is to develop region together with 
municipalities, inhabitants and enterprises. Work consists for example 
developing, supervising regional interest and land-use planning. One part 
of this work is also to maintain regions open university. In Finland, it is not 
common, that Regional Council maintains Summer Universities “under 
their roof”. There is only one other summer university which keeper is 
Regional Council. (Hämeen liitto) 
 
Summer University of Häme is a part of liberal adult education system in 
Finland. Other institutions as liberal adult education providers are adult 
education centres, folk high schools and sports institutes. The funding from 
Finnish National Board of Education comes base of given teaching hours. 
Finnish National Board of Education has ruled unit price to teaching hour. 
This unit price is confirmed based on averaged value of given teaching 
hours in last three year in every summer universities. This received money 
is called as a statutory government transfer. Averaged statutory government 
transfer in summer universities founding base is 57 %. (OPH, 2016) 
 
Liberal adult education centres provide life-time learning experience to all 
citizens. Aim is to support individual’s personal character’s growth and 
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talent to cope in social communities. Liberal adult learning is not ruled by 
education law and it is based on citizen’s own will to learn more. This how 
summer universities actions are based on more an ideal thinking of adult 
learning regarding of citizen’s age or educational level. (OPH, 2016) 
 
Summer University of Häme funding is based on surrounded 11 
municipalities money in Häme, a statutory government transfer, study fees 
and some other incomes. Most of funding comes from course fees, so in that 
sense Summer University of Häme is on good funding base and therefore it 
can decide its financial matters by itself and Regional Council of Häme is 
more as a supervisory body.  
 
 
 
Figure 8 Summer University of Häme in- and outcome money structure in year 2015 
  
Summer University of Häme funding is based on surrounded municipalities 
funding which is about 15 % of all funding base. Most part of funding comes 
from course fees, which is 59 %. A statutory government transfer has 
meaningful part in funding and it is 24 %. 2 % of Summer University of 
Häme funding is other operating revenue. (Strategy of Summer University 
of Häme) 
 
Operating expenses are personnel expenses (47 %), which includes 
permanent staff and lectures expenses. Procured services are 22 % which 
contains of lecture expenses and different operational expenses. Materials, 
supplies and goods are 1 % of expenses, office’s and training center’s rental 
costs are 6 % of expenses. Other operating expenses are 3 %. (Strategy of 
Summer University of Häme) 
 
The main action Summer University of Häme is to offer non-profit open 
university teaching to Finnish citizens locally. Summer University of Häme 
is working year-rounded and action is divided to three terms. Organisation 
also maintains regional citizens’ educational level in voluntary education. 
Studies are mainly provided in Hämeenlinna, Riihimäki and Forssa, 
however courses are already held also for example in Greece. (Hämeen 
kesäyliopisto) 
 
Education supply is divided to different aspects base of the education areas: 
 
A) Open University Education 
Quality Work – The Basis for the Strategy – CASE: CAF-quality work in Summer University of Hame 
 
 
30 
B) Professional Updating Education 
C) Language Courses 
D) College courses 
E) University of the Third Age 
F) Other Edifying Courses  
 
Main part of courses has fee, but the prices are reasonable. Expenses vary 
depending of what is the learning method, length and type of education. 
Aim is to keep up and offer higher educational competence to Häme regions 
citizens. However, student base is spread widely in whole Finland. (Hämeen 
Kesäyliopisto) 
4.2 Theoretical framework  
Working life scientific purposes control working life orientation, a down-
to-earth approach to problem solving and topicality. When working life is a 
research subject it often stands out professional topics. The topic is mostly 
connected to researcher’s working branch or professionality. Working life 
research aim is to study working life theory and after this combine 
information to experiences and occupational practice. (Vilkka, 2005) 
 
Characteristic things in the working life research is that they often focus to 
practical and applied research then to theoretical and basic research. 
Applied research aim is to increase practical information and one aim is to 
figure out how to get more benefit from researched subject. (Vilkka, 2005) 
 
Kananen writes in his book “Toimintatutkimus yritysten kehittämisessä” 
that in action research aim is to change actions in organisation. Research, 
which only gives different reports and manual books is not enough in some 
cases. Change comes only, when action have been done. With help of action 
research can aim process and knowledge which is in it. Action brings also 
in some cases visible silence knowledge and other important information, 
which will improve actions. (Kananen, 2009)   
 
In the begin of the research project aim was to do self-assessment process 
and create assessment model to Summer University of Häme. In Osaava -
project we created common self-assessment model to summer universities, 
which aim was to help summer universities to start self-assessment work. 
However, this journey in research work changed little and research aim was 
focusing also to strategy work.  
 
As Vilkka mentions; researching work theory and concept does not have 
only one mission. Their work is not only to increase net knowledge from 
research material but also, theoretical framework and concepts should be 
used in many ways. Theoretical framework aim is to create frame to work. 
(Vilkka, 2005) 
 
This thesis theoretical framework comes mostly from CAF model which 
have been introduced in chapter three. One key point in this thesis was to 
find answers can quality work be used quite lightly and naturally in daily 
base job? Aim was to research organisation actions from quality 
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perspective, how quality system can be developed and what kind of actions 
organisation needs in long-term quality development work? 
 
Theoretical framework also consists of quality management and what kind 
of meaning it has to strategy work, especially in public organisations. 
Quality management has been researched for a long time and there is 
available a lot of different theories and guide books. For public 
organisations sector, there somehow is not so much material available.  
 
Theory aims mostly to be a point of view in the research work, where 
research material is explored. With the help of theory interpretation, results 
and conclusions can be narrated, illustrated and justified. Theoretical 
framework one aim is help problem editing. In research action work theory 
and concept advance ensures that research work stays in logical framework. 
(Vilkka, 2005) 
 
Scientific research is recognized that it has common criteria, where research 
starts and where it will come back in the end. Scientific research common 
criteria come from aims which have been set to research. In working life 
research, research frame comes from professional view point. In working 
life research knowledge comes from collected background information. 
Information and knowledge is systematic collected information and 
collected information gives to researcher totality of interpretation. (Vilkka, 
2005) 
 
According to Anttila working life research is more like process, where 
different methods are tested and measured. Characteristic to working life 
research is also that different questions will be introduced to expertise. 
These answers will be carefully analysed and proceed to get best possible 
conclusion. Anttila says also that scientific research and working life 
research difference from each other also because scientific research gives 
theory and working life research give new and improvement ways to 
professional working life. (Anttila, 2004) 
4.3 Background to the topic 
Practical aim and work in this thesis was to take CAF quality work tool in 
use and crate quality assessment process in Summer University of Häme. 
As early have been mentioned in introduction part, Summer University of 
Häme took part in Osaava -project, which aim was to edit CAF quality work 
tool suitable for summer universities. Action descriptions and self-
assessment examples were transformed in this project more suitable to 
summer universities as they were in original CAF temple. Every summer 
university could transform they assessment criterion more suitable base on 
what kind of owner base and customer base they were having in that time.  
 
The purpose in this thesis was also to figure out if CAF tool could give more 
value to organisations quality work and can this tool be taken to in use at 
daily quality work. Aim was to do self-assessment process to Summer 
University of Häme with help of CAF tool. When thesis proceed forward, 
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research problem concerned also strategy work. Aim was also to figure out 
that could CAF tool help organisation to do they strategy work? 
 
Theme for this research was picked up also because thesis subscriber 
wanted to find out what kind of work quality work can be in summer 
university. Summer University of Häme has have changes in the personnel 
past year, so it was natural to figure out what is the current state and what 
are the goals in the future.  
 
Scientific research and working life research different somehow from one 
and another. Thesis aim is to do this work mainly to working life, so I am 
hoping that thesis will be seen more as development work then theoretical 
and scientific research.     
 
Self-assessment process itself needs long-term and forward development 
manner. Therefore, it is good to be aware that getting better results in 
organisation, the quality work needs to be judged more in long-term period 
than a short time-period. Self-assessment judgement should be systematic 
and ongoing process. It is important to see that development results are 
founded from that base how we can do things better than what is needed to 
improve.  
4.4 Research methods: Action research and Appreciative inquiry 
The researcher has to consider what kind of research method he/she is going 
to use. When the researcher is picking up the best method, first she/he has 
to find out what kind of information the research is aiming to reach. 
Research method can be either qualitative or quantitative. In qualitative 
research knowledge interest is to achieve and improve numeric knowledge.  
In quantitative research aim is to increase knowledge, which helps to 
understand matter or phenomenon. (Vilkka, 2005) 
 
This thesis has both characters, because aim is to understand how self-
assessment process works (quantitative) and how it should be done in a 
small organisation (qualitative). Aim is also to understand principles of 
quality management and how to improve organisation’s actions 
(quantitative). In most cases I see this more like a qualitative research, 
because aim is to give something new to organisation, not just numbers and 
answers. 
 
This thesis is done base on an action research, which is suitable research 
method, when researching matter is linked in practical working life. 
Kananen says in his book, that action research is not just researcher work, 
it is involving people in practical working life. There how, action research 
often concerns whole organisation from up to bottom. Action research is 
action work, not given instructions, demands, orders or project work. Aim 
is to solve practical problems with cooperative methods and create change. 
(Kananen, 2009) 
  
Action research is often categorized as a qualitative research method, but it 
can be also a quantitative method. Base of my finding from different kind 
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of sources, I could say that qualitative research and there how action 
research has some characters, which I am hoping to be noticed in this 
research;  
 
 research group is often quite small 
 the aim is to understand problem, not necessary to solve it 
 the aim is not to gain any measured thing 
 gain is to find solutions to recognised problems 
 somehow research solutions can create cost savings; when 
research group aims systematically find solutions during 
research work 
 can in best way create new operation models 
 
My findings are convinced also base of McNiff and Whitehead who have 
written that action research is very suitable research method when 
researcher wants to change actions and develop organisation. In this method 
researcher role is very visible throw hole research process. Benefit is also 
that in these cases researcher can start developing actions during research 
process. (McNiff and Whitehead, 2009) 
 
In research, material can be collected by observing matter, where researcher 
can contribute to researching matter. Other option is to observe people when 
they are participating to research. Researcher can observe in this time things 
like what people do when they contribute to researched subject and how 
thing see like outside? (Vilkka, 2005) 
 
People actions can be observed with in method called participant 
observation which is a good way to research different kind of thinking and 
working methods. Researcher can get information about social and cultural 
characters. In participant observation researcher is closely connected and 
participated to researched matter. (Vilkka, 2005) 
 
In begin of this research it was self-evident that my role in this research was 
to be in contributor role, because I was a part of Osaava -project and it was 
natural way to me to introduce this to other colleagues. This participation 
role also included co-operative inquiry method, which I used as one method 
in research work. In this research, I have been using appreciative inquiry. 
 
Appreciative Inquiry, later called AI is tool, which helps user to create a 
vision and plan how to achieve settled goal. The tool base is to appreciate 
the past and understand it. This makes a basic for imaging future work. The 
method is developed by David Cooperrider and Suresh Srivastra at Case 
Western University in USA. Method was build up base on problem-solving 
approach and idea how to manage change by appreciating peoples work. 
(Involve, 2015) 
 
Appreciative Inquiry is a constructive mode of action research, which in 
best cases can unleash a positive revolution of conversation. This method 
can help organisations to get rid of old manners and create space to new 
voices and new discoveries. This kind of discussion method provides to 
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organisations innovative actions. The action comes from unconditional 
positive questions. (Reason and Bradbury, 2001) 
 
This method is one group level way to use action research. Base in this 
method is that researched group is meeting regularly and discussing about 
given topics/matters. Base of these discussions they will create development 
actions.  
 
This research is done with help of AI, theme interviews and focus group 
interview. Kananen have written in his book few character things about 
theme interviews and focus group interview. 
 
In theme interviews, themes have been told advantage and focus group 
interview knows matters, which are been asked in interview. Theme 
interviews gives researcher opportunity to spaciousness and ability to 
outline given questions. (Kananen, 2009) 
 
Group interviews saves times, because interview can be done same time to 
all participants. Negative thing in group interviews are that in these cases 
group pressure can interrupt given answers. Group dynamics and personal 
characters can either give positive or negative influence to interview. Group 
interview works best, when aim is to give information about phenomenon, 
not to give direct answers. (Kananen, 2009) 
  
Base of my findings it was quite easy in the end pick up these methods to 
be a part of my research. Research group was small enough, it was full of 
knowledge and researched matters were phenomenon, which can be 
changed base on every organisation member actions. Question was set up 
so that it was focusing to matter, not to a person. In CAF template (appendix 
2) these questions are try to be done in such way, that their aim is more to 
asses phenomenon, not try to find reason why it cannot be solved.  
 
Vilkka also emphasizes importance how inquiries are done. With the help 
of co-operative inquiry method interaction can be develop in working life 
and it increases understanding in matter and phenomena which are 
connected closely to working life. Method also gives information about 
personal experiences and views, organization’s views and relationships 
between these two matters. (Vilkka, 2005) 
 
In AI organisations vision is build up with help of questions which focus on 
how people see success. Questions can consider things like how they 
aspirated for the future and how they feel themselves as a part of their 
community. Questions encourages people story-telling and exchanging 
their experiences in work. Vision of the reality is done by people’s 
experiences how they see their work, how they challenge and explorer 
future. (Involve, 2015) 
 
With help of building and identifying actions organisation creates energy 
and involves core group. It can work in various ways. Characteristic to this 
method is that groups are quite small, which participates in AI. AI works 
best in two to four half – or fully-day workshops. Results can be introduced 
after this to bigger audience. Analysing work takes time, so demolition work 
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can be time consuming work. AI is one its best, when it is used in long-term 
changing process. (Involve, 2015) 
 
AI should be used in situations where organisation needs to be energised 
and aim is to build a vision, which is not seen as a pie in the sky. It should 
not be used when involving to work considers key stakeholders and if there 
have been done negative changes, which will affect to personnel 
commitment to organisation’s work. In this situation, there is not enough 
will to share responsibilities and decision-making is not done base on 
common will. However, it is important to remind that AI can work also with 
help of decision making tool. (Involve, 2015) 
 
Phases of AI can also be opened as four step circle. First organisations 
discovery (appreciate) what is the best things in phenomenon. Secondly, 
they dream (envision) what could we be if we do things differently. Thirdly, 
group design (co-constructing) what phenomenon should be like. Last, they 
destiny (sustain) what will it be, when phenomenon have been changed. 
This how in AI researched matter can be keep as a positive topic choice.  
(Reason and Bradbury, 2001) 
 
AI strengths are it is easy tool involve people, it notices past and what have 
been done right then. AI is also good tool to visionary work and it improves 
partnerships in organisation. AI’s weakness is that it works mainly from 
base on philosophy then working as strategy method. If there is not will to 
involve in this process, it will give more problems than solution to 
organisation’s actions. (Involve, 2015) 
 
In best use AI can deliver shared visions and energy to organisation. 
Considering AI as a communication tool it is important to understand and 
notice that it won’t by itself bring action, unless there is some kind of 
planning idea added on work. In this case Summer University of Häme used 
also CAF tool as an action tool to success in quality work and self-
assessment work.  
 
In action research the research and object are different things, where 
definition of target effects, what is wanted to be researched. Because this 
thesis is not focusing on any researched matter or way of doing things, it 
was quite natural way to use action research as research method. 
 
Action research aim is to give information to develop actions. It is based on 
rationality, an idea to work more cleverly, so the organisation can develop 
it own actions. The aim is not to give any theoretical information; the aim 
is to benefit as much as possible from research. (Vilkka, 2005) 
 
This method was chosen mainly because the aim was to increase knowledge  
how organisation can make intervention actions/manners which have been 
done same way year after year. With help of this method I could reach one 
aim as a researcher, which was to gain practical benefit and useable 
information to developing quality work in Hame Summer University. In 
action research the researcher has active role, which was one reason also to 
choose this method.  
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One aim in this research method is also increase people’s faith in their own 
capabilities and possibilities to act more wisely. When action research is 
successfully done, it begins change in organisation actions and people. It 
also encourages people to change their actions and that how whole 
organisation benefits about the change. Behaving actions has straight 
connection to quality improvement, so in this sense also action research is 
the best method for this kind of research. (Heikkinen, Rovio and 
Syrjälä,2006) 
 
Next is introduced table, how Hannu L.T. Heikkinen sees differences 
between research work and action research work.  
 
 Traditional research Action research 
Meaning Researching reality. Changes reality by reaching it 
and research reality by 
changing it. 
Target Theory. Practical benefit, capturing 
participants and increasing 
practical information. 
Role of 
researcher 
Outsider specialist. Participant, who makes 
interventions.  
Defilement 
of research 
Collecting database and 
analysing methods 
within empirical 
method. 
Hermeneutical way to collect 
information, information 
makes developing and 
interpretation process. 
Developing 
professional 
Problems and 
hypothesis. 
Developing- and data 
conversion in action work. 
Researcher’s 
point of view 
Objective, passive and 
third person. 
Subjective, activate. Sees I 
and us as subjective. 
A way of 
knowledge 
Paradigm, knowledge is 
based on propositions 
and their rational 
justifications. 
Narrative, knowledge is based 
on in logical storyline, which 
brings up causal relationships 
and peoples meanings and 
targets. 
Locig of 
Action 
Galilei; researches 
mostly causal 
relationships. 
Galilei and Aristotle ; 
research both causal 
relationships, but also peoples 
actions from their targets 
point of view. 
 
Table 1  Difference between traditional research and action research (Heikkinen, 
Rovio and Syrjälä, 2006) 
 
Kananen sees that biggest difference in traditional and action research are 
questions. In traditional research question answers stays in level, where 
something has been noticed. Action research aims to create action base of 
given answers which have been questioned. As Kananen says, “Action, 
research and change are realized together” (Kananen, 2009)  
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5 CAF WORK IN SUMMER UNIVERSITY OF HÄME 
Educational evaluation and quality development in Finnish educational 
system is quite new thing. There has been some kind of evaluation done in 
last 20 years, but nothing systematic quality work has been done commonly 
in Summer Universities in Finland. However, EU and OECD have seen 
quality work as important thing and based on their statements new approach 
and new ways have been searched and therefore it is important also Summer 
Universities in Finland to evaluate their quality work. 
5.1 Background to CAF work 
CAF work started at Summer University of Häme in January 2015 and it 
started by planning self-assessment process together with reactor and office 
manager. Because it was advised in CAF guide to follow certain steps in 
first self-assessment process, we decide to do first self-assessment process 
as it was advised in CAF template.  
 
CAF tool has five purposes. They are introduced in CAF guide page 9 as 
follows:  
“1 to introduce public administrations into the culture of 
excellence and the principles of TQM;  
2. to guide them progressively to a fully-fledged PDCA 
(PLAN, DO, CHECK, ACT) cycle;  
3. to facilitate the self-assessment of a public organisation in 
order to obtain a diagnosis and a definition of improvement 
actions;  
4. to act as a bridge across the various models used in quality 
management, both in public and private sectors;  
5. to facilitate bench learning between public sector 
organisations.”  
(CAF, 2013) 
 
 
 
Figure 9  The Start of the CAF journey  
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Rapid changes in financial politics and educational fields have effected also 
to Summer Universities work in Finland and therefore there is less money 
given from government, but the pressure to do more efficiently education 
work have been toughened. Given teaching hours and number of students 
affect how much government gives finance to Summer Universities in 
yearly base, which have been earlier mentioned. 
 
New ways of working and in teaching methods, for example distance 
teaching have effected work in summer universities. Students can get quite 
easily teaching with different methods and therefore it is important that 
given teaching lessons are cost-effective, but more important thing is that 
given teaching has enough quality to customer, so that she/he will come 
return to study more and will gain learning experience.  
 
In the past years’ public administrations have mainly focused on using 
different kind of quality award criteria’s in education field. Based on these 
criteria’s organisation has been chosen what their target to development are. 
Most commonly in public sector organisations have been using EFQM –
system, which have been introduced shortly earlier. 
 
Määttä and Ojala sees, that these quality criteria’s have brought to public 
sector a change to evaluate their quality work comprehensively and with 
help of these tools, they have been able to judge their own quality work and 
get tools to constant quality work development. In public side quality works 
target is not commonly quality award, more likely organisation aim is to 
increase their performance. (Määttä and Ojala, 1999) 
 
Base of these ideas and information it was meaningful to start systematic 
quality work. Natural way was to take in use CAF tool, because Summer 
University of Häme was a part of Osaava –project.   
5.2 Summer University of Häme decide to start CAF journey 
The Summer University of Häme quality work started in the end of year 
2014 by planning process with help of other summer universities. Principal 
and office manager took part to Osaava –project. Project aim was to create 
quality tool for summer universities. This tool was chosen to be CAF quality 
system. In the project summer universities systematically created their own 
CAF template to summer universities. Before taking part in this project 
Summer University of Häme was not using any quality tool. 
 
Temple was done collectively together with other summer universities. 
CAF temples action criterion and evaluation examples were presented in 
common level and every participation organisation could transform them 
that they suite them actions. 
 
The Summer University of Häme’s aim in this project was to take the 
quality work tool in use quite lightly. Focus was to express what kind of 
work organisation is doing and how quality have been seen in daily work. 
Before CAF journey organisation had to define where we are now and 
where we want to be.  
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Year 2014 was meaningful in the Summer University of Häme because in 
the past year there had been some changes in personnel. Long-term 
principal wanted to step out from principal work and concentrate only on 
education planning. Therefore, organization was living breakout time, 
where old practices wanted to be changed and leave them behind, but still 
organization wanted to keep old good practices in its daily work. 
  
Not only there were changes in personnel side, but also changes were done 
in the Summer University of Häme system side. Both finance system and 
course management system were changed during 2014 and 2015. These two 
changes were quite big and time-taking projects. Even though changes 
happened, the core work in the Summer University did not change and this 
was important thing to be noticed in the beginning of quality work. 
 
In the middle of the change was quite natural to start estimate quality work 
in Summer University of Häme and Osaava -project made this possible. The 
need was to analyze and see what have been done successfully in past years 
and what actions needed to be evaluated and what actions have not even 
started. By analyzing these matters organization could also see what was it 
is capability to build some new actions.  
 
Based on these thoughts, organization kept its first meeting on January 
2015. Good discussions with personnel and prospects to the future 
confirmed principal to make decision that organization started to do self-
assessment. First aim was to together with help of personnel create base to 
self-assessment process. Everyone in personnel agreed to join her/his work 
as a part of the self-assessment. In this point, crucial work was to agree what 
kind communication organization would do in order to success in self-
assessment project. This work was done in spring 2015. 
5.3 Communication in self-assessment project 
When organisation had figured out where they are and actions have been 
valued base on self-assessment work, the next step in CAF journey is to 
concentrate to communication. When organisation is assessing, it is 
important to pictures and understand completeness in organisation’s own 
work. Where we are coming from, what is our history and where we are 
now and where we want to go in future?  
 
Strategic thinking and management are part of systematic approach. 
Success in this kind of work is done within good communication between 
assessment groups. Therefore, it is key point to understand that success to 
good self-assessment work are good planning and preparation. Assessment 
situation should be done as open as possible and its aim is only to focus on 
facts. Good self-assessment work is focusing on things which need to be 
asset, it cannot focus to evaluating people. If self-assessment is going to go 
that direction, where individuals or special groups are evaluated base on 
their personal matters self-assessment process failures.  
In CAF, self-assessment project main issue is that organisation sets target 
to work which it has been assessing and how the quality is done in this 
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developed matter. Organisation should write down what is its vision about 
future and what is their goal. CAF works and reaches to aim four different 
solutions and it is desired to reach all them all in self-assessment work. 
  
1. Improvement activities have clear visions. 
2. Progression is measured and decision making is done 
collectively. 
3. Aim is to identify good practises and self-assessment 
group have clear vision what kind of changes have to be 
done in activities. 
4. Find partners who can help them learn more about quality 
work.  
 
In Osaava -project aim was to figure out, what is good interaction situation 
in assessment work and who should be as participant in this project? One 
aim was also try to figure out what kind of group would be the best doing 
self-assessment. During this project, different summer universities picked 
up different ways align self-assessment group in their own organisation. 
Some summer universities did self-assessment work only by management 
level and did not spread work to other personnel. Some summer universities 
choose different people to self-assessment project and they introduced done 
work to organisation later on. 
 
Begin of self-assessment project it was quite self-evident that whole 
personnel including management will participate to CAF work in Summer 
University of Häme. The basis for decision making were that personnel 
amount was small enough (6 people) and hole group was in charge one way 
or another about daily base job.  
 
When organisation is doing self-assessment within small group, it is 
important that assessment is focusing to correct matters. The self-
assessment work has to be open and visible. Everyone opinion matters. This 
kind of discussion method is done with help of method called appreciative 
inquiry, which I have been introduced in chapter 4. 
 
Summer University of Häme kept during 2015 three different evaluation 
discussions. In these three sessions assessment group did quality evaluation 
from every aspect, except result part, which was briefly gone through. 
Assessment from result side was decide to leave outside, because group felt 
that there was needed to more actions first then estimate results. 
Collectively this was decided to leave outside from CAF work. 
 
In whole assessment highly emphasized that communication has strong 
impact to development work. It was important to focus in that matter, that 
every discussion moments were meaningful and everyone felt that they had 
opportunity to say, what was on their mind.  
5.4 Self-assessment process in Summer University of Häme 
First self-assessment day was held by in January 2015. The CAF tool was 
introduced to personnel first time and there were also briefly shown quality 
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work in nutshell. In this point, CAF tool was unfinished and only first two 
criterions were done in Osaava -project suitable to summer universities.  
 
In first group interview, self-assessment group focused to estimate could 
CAF tool be in use as an assessment tool and how everyone understands 
quality work in Summer University of Häme.  
 
Begin of this first meeting CAF group surprisingly heard that there had been 
done some quality works and goal setting before with balanced scorecard 
tool. However, this method was not so suitable to public organisation, so 
this tool was not ever even introduced to personnel. Ex -principle had use it 
sometime, but it did not give any benefit to organisation’s actions.  
 
Theme in began of CAF journey at Summer University of Hame was to 
figure out, what kind of work is valuable and important to organisation. 
Themes were things like; how organisation offers courses to everyone 
despite their age and educational background, how in changing environment 
funding base could be kept as stable as possible and how organisation could 
increase awareness to regions citizens.  
 
These answers were collected and analysed by principle and office manager. 
After first meeting principle and office manager started to figure out could 
we also build up new strategy with help of CAF and self-assessment project. 
Gathered results started to bring information already in this point, which 
could be important to strategy work. 
 
Before first CAF assessment, group together agreed some rules to self-
assessment work. Rules were: 
 
1. The assessment is done from that base what is important 
to us, not how it is seen as common action in summer 
universities or other organisations.  
2. If hole group thinks that done actions before are 
functional, the action was kept in use certain time, but 
group had to figure out how it could be done more 
effectively.  
3. If there was needed to do changes, what we could do better 
and if cannot do them better we should give up from that 
action.  
4. How things could be better and what we must do more in 
order to achieve that point.  
5. What would be the best situation, when things would be 
on best way as possible. 
 
These rules made foundation to quality work, so next it was time to focus 
in communication. Bernand J. Mohr and Jane Magruder Watkins have 
mapped below picture how AI is done in proper way, when organisations 
aim is to move organisations actions with help of AI. The method is based 
on four principles definition, discovery, dream and design & 
destiny/deliver. Method is quite similar as early introduced PDCA method, 
but the guidance makes difference between these two methods.  
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Figure 10.  A Roadmap for Creating Positive Futures 
 
J Mohr’s and Watkins’”A Roadmap for Creating Positive Futures” have 
connecting things when we are looking up rules what were agreed in begin 
of Summer Univeristy of Häme quality work. It consists about defining 
current state and what positive moments have been done. Next thing is to 
discovery improvements by shared stories and identifying forces in 
organisation’s actions. After this is time to create visions, ideas and 
preferred situations, in other way dream how things will be changed. Last 
step this is time to design how dreams, visions and improved things will be 
destined to organisation’s actions and how these actions have been 
delivered in future. (The Centre For Appreciative Inquiry, 2016) 
 
After development actions were founded in first time meeting in leadership 
criterion, organisation could start co-operative and dialogical discussion. 
Base of these discussion organisation could start do quality work. After in 
this first meeting organisation started to figure out how leadership should 
be done so that organisation could start to do actions more qualitative way 
and what kind of improvement from leadership point of view should be 
done in order to success in quality work.  
 
At this point, it was self-evidence first time to think what should be done 
differently in order to carry on in quality work.  When Summer University 
of Hame quality work process was started, it was time to figure out what is 
Summer University of Häme’s current state.   
 
As it has early mentioned in this thesis, it is advised that in the begin of the 
CAF process organisation should do its current state analysis. However, 
Summer University of Häme decide that it was not needed to do. Main 
reason was that there was not time to do it in proper way and aim was to do 
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current situation analysis from every criterion perspective and therefore go 
maybe little bit deeper in these matters.  
 
These reasons were discussed with personnel and their opinion was same 
and they saw that they are already very aware what current state is now and 
what things were needed to change. Commonly was then agreed, that in 
future every criterion was first described how things are now and what 
wanted to be change in every criterion part. 
 
First meeting was successfully and organisation mapped out first three 
criterions. There was agreed some changes to do in next months and some 
parts were only described from current state perspective point of view. The 
first day was quite heavy to do and it took whole day.  
 
Second meeting was held on in May 2015 and it was agreed to be only half-
day session. In this session group was also introduced Regional Council of 
Häme risk-analysis, which gave good ground to quality work discussion.  
 
Discussion from risk-analysis rose discussion about CAF work thematic. 
Although, the criterion was opened and written down suitable to summer 
universities group noticed that with some changes in word order the 
criterion got different meaning. Group also noticed that some criterions 
were understand differently depending on that point have reader 
understands and reflects it’s to own work. 
 
Group agreed that every criterion and their sub-criterions were in future 
introduced and management decide what kind of meaning it has to 
organisation. This was good point, because quality work was done in that 
day quicker than in first meeting.   
 
In second meeting group asses four criterions and last criterion were agreed 
to do from management perspective, because the tool was still unfinished 
by the Osaava –project. Partnerships and resources part was very 
interesting, because organisation soon understand that market were open for 
new kind of ideas, which could be done with different partnerships. 
Resources was not used in proper way, because there had been always time-
management issues and this was kept as a reason for interest group thinking 
and management.  
 
People criterion was hardest criterion to do which was quite surprising. In 
first meeting leadership criterion could stick on idea that assessment was 
done base of things, not base from personal estimation. Therefore, it was 
surpassingly hard to assess personnel work, so it won’t go to personal 
estimation.  
 
Somehow this criterion was also felt awkward, because personnel had to 
asset other’s work and perspective for this kind of assessing was little lost 
in some points.  
Personnel pose some questions like who can and whose work is to define 
their existence? Thoughts were also changed in that point could 
stakeholders (in this case state and Regional Council of Häme or 
government founding) effect so much to developed things, that personnel 
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work could be made difficult and there how there could not be done any 
development. If this could happen, how self-assessment could assess 
personnel’s work if there was done some kind of decisions which could 
affect to personnel work.  
 
From this stakeholder perspective group started also to analyse whom work 
is to judge be a quality work and what is citizens/customers and surrounded 
instances meaning to daily base work. In this point discussion moved so 
rapidly forward that group made common decision to start also strategy 
work in Summer University of Häme and aim was to commit also board of 
Summer University of Häme to strategy work. Next chapter is focusing to 
this matter and how thesis aim moved more towards strategy planning in 
this point.  
5.5 Quality improvement and Summer University’s new strategy 
In chapter two I have introduced Petri Virtanen’s and Jari Stenvall’s idea 
about public sectors managerial work. When public organisation is starting 
its strategy work, it is important to understand what kind of competences 
management should have in order to success in strategy work.  
 
According to Virtanen and Stenvall, management competences is build-up 
of different content of management. Content is divided to four management 
competences. These are: 
1. Management of options, which is focusing to future and 
choices. 
2. Management of organisation cultures. 
3. Management of renewable organisations. 
4. Management of quality systems and structures.  
(Virtanen and Stenvall, 2010) 
 
In my opinion, these competences and managing these successfully in 
public organisation, organisation is actualizing its strategy and this content 
can be used at strategy work. These four aspects create base to 
organisation’s strategy and noticing these matters have significant meaning 
at succession in strategy work.  
 
Management of options, which is focusing to future and choices makes the 
basement to managerial and strategy work. Strategy and resource 
management structures operational precondition to strategy work.  
(Virtanen and Stenvall, 2010) 
 
Management of organisational cultures is wide part of strategy work, which 
includes communication, work community and leading performances. 
Management have to be aware how these things effect to organisation’s 
culture and has significant part at reaching goals, which have been set in 
organisation’s strategy. (Virtanen and Stenvall, 2010) 
Management of renewable organisations is base of awareness of state of 
knowhow in organisation. This part indicates the need to changes and how 
they are managed in strategy work. This part especially need good 
understanding about leading of people. (Virtanen and Stenvall, 2010) 
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Management of quality systems and structures is a wholeness, which 
includes process, quality and network management. This is near 
management of renewable, put in this process focus is more in ruling 
organisations actions in strategy work.  (Virtanen and Stenvall, 2010) 
 
Taking these contents and before in chapter two early introduced public 
management styles, I founded out that in book “Julkinen johtaminen” 
written by Virtanen and  Stenvall shown table can be seen as a part of public 
organisation’s strategy work. This content can be seen also as a base to 
strategy work. 
 
As bellowed figure, can be seen, strategy work consists of many aspects. 
This kind of amount of different aspects, puts managerial work big meaning. 
However, this kind of table also is mapping out quite easily, what kind of 
areas should be taking noticed in strategy work.  
 
 
   
Figure 11 Completeness of management styles  
 
Summer University of Häme strategy work was done commonly with board 
of member in October 2015 at Vierumäki. Personnel and board of member 
kept there developing session and discussion and actions made good 
basement to the strategy work. 
 
This kind of way of doing was quite fertile and it has meaningful aspect 
both to board members, but also to personnel. Board of member work is 
often seen not so meaningful work in daily work and more as an 
representative work. This kind of strategy work increased co-operative 
work, where both personnel and board of members had meaningful aspect. 
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In December 2016 Summer University of Häme was introduced to board 
members, interest groups, customers and personnel. Strategy of Summer 
University of Häme is introduced in appendix 1.  
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6 CONCLUSION 
6.1 Operation 
According to theoretical framework and this thesis findings, one key thing 
in CAF work is management. Management commitment mostly creates the 
base to quality work. Management also gives meaning to quality work. 
Therefore, it is important that management recognizes their own ambitions 
when they are thinking to take CAF tool in use.  
 
Organisation’s management must notice actions as a wholeness. 
Management have to observe processes and notice bottlenecks in their 
process, if there are no bottlenecks, I would say that quality work is not 
done in proper way. Bottlenecks are key indicators, which informs how 
process works in organisation. 
 
Harisalo says in his book “Organisaatioteoriat” that innovative organisation 
needs goal-target leading, which encourages people’s actions and 
innovation process. Interaction situations and open dialogues are wanted 
characters in innovative organisation. In order to success, in innovative 
management, needs management have strong strategic leadership. 
(Harisalo, 2010) 
 
I agree what Harisalo says and I could also summarize that innovative 
organisation needs to have management, which has capability to manage 
core process. Innovative organisation has capability to plan it’s 
management and developing process and renewal process time to time with 
good commit personnel. 
 
In this action work one key thing was that management was willing to 
develop quality work. However, in organisations where management is only 
in one hand, it is quite hard to find time to development work. In this action 
work management was commit to do quality work, but there were still few 
steps, where organisation stumbled. Biggest mistake where taken in first 
steps, because there was no time-lining to quality work project. Therefore 
action work was little bit lost in some points.  
 
The first phase “The start of CAF journey” is focusing on planning process. 
Organisation have to plan how they are going to organize and plan their 
self-assessment process. Organisation have to compromise what benefit it 
will get during self-assessment process and how reported information is 
used. It is also important to agree how development is done base on given 
results. 
 
In planning phase organization have to also decide what panel result is used 
in CAF process. Choosing depends how organization sees difference 
between these two result panels. Planning phase it is also important to 
appoint who is/are responsible of self-assessment process. 
 
In action work organisation, quite good was almost immediately working 
base on GROW and PDCA models. This was done with help of appreciative 
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inquiry. Conversations made things seen and therehow, they were noticed 
quite easily and developing work could be start. Group interviews indicated 
what wanted to be developed and what was wanted to achieve by 
renewalling actions. In some cases also when CAF work was done, group 
gone through matter like what is our present state, what is happening now 
and by whose action and how is it done? This kind of discussion also 
indicated easily who is doing what in organisation and how much work is 
done to phenomenon, which was under estimating.   
 
Group interviews gave also good opportunities, how to work more efficient 
and qualitative way. Group assessed for example things like, what are our 
options to change current situation and what opportunities we have? How 
we are moving head and what we want to achieve. Group interviews also 
raise up an important question some times during CAF journey; is this 
matter needed to change, because it is already working properly.  
6.2 Results 
In the Summer University of Hame I recognised that CAF work is excellent 
tool to transform so called silence knowledge to all personnel, when 
assessment is done as honestly and decently it can be done. This how I see 
also that, with help of CAF organisation can focus and see those matters 
which need to be developed in quality work. 
 
CAF can be taken quite easily to daily work if it is wanted to take. That way 
I see that management will to change things have to be very strong. Will to 
change things not necessary mean continuous way to move things all the 
time. In that sense, it is will to assess what things have been done and how 
quality results we have been achieved.  
 
In the Summer University of Häme, CAF became regular part of course 
planning process. Subscriber took CAF quality process as a part of course 
planning system. Base of CAF reactor took situation report in use, where 
every action in course planning was assed. With help of CAF principles 
course planning team assess monthly feedback from educator and students, 
go through results and assess how cost-effectiveness and responsibility to 
future given teaching have been and is it wise to keep in planning process 
in future.  
 
Assessment works in that way, that first assessed thing is shortly represent 
and action/course/process is evaluated and presented to other members in 
team. After this is time to make decision that are we going to keep this 
action/course/process in organisations work. If action is good, but it needed 
to change, is time to evaluate what quality changes brings to organisation. 
Questions in this point is for example these:  
 
“What kind of feedback we have had about this?” 
“What is our motivation and will to keep this action/course/process alive?” 
“What kind of benefit it has to surrounded people/students/environment?” 
“What amount of work is realistic to do and how it will affect to other part 
of organisation?” 
Quality Work – The Basis for the Strategy – CASE: CAF-quality work in Summer University of Hame 
 
 
49 
These questions can be different, but success in this cycle comes when 
management is in charge, in that part who asks these questions. Team 
members give answer and base of these answers management makes 
decision to keep, change or dismiss proposed action/course/process. After 
this comes action or action-proposal from team member how to carry on in 
this matter.  
 
If management agrees this proposal, team together agrees what kind of 
follow-up plan is done. Follow-plan can be base of feedback from educator 
and students, it can have financial goals or other goal, which have been set 
together in team. After this team makes needed further actions and start it 
actions. 
 
When action is on process, evaluating is done constantly and when 
process/action/course is ended evaluating starts again. So there how this is 
ongoing evaluating process. This kind of process have increased openness 
in team and it gives important information to team members what everyone 
has done and team members don’t do same things. This gives more 
openness and information about planning process to management and 
personnel.  
 
This kind of working method gives management excellent tool to assess 
how core process goes together with strategy and quality work. Information 
from planning process also indicates very good if changes have to be done 
in strategy or if something is preventing strategy work or quality work. This 
kind of work also helps organisation to involve surrounding parts to strategy 
and quality work, because tool is adapted to every kind of strategy work.  
6.3 Renewal learning 
In my opinion the key idea in self-assessment work is to give up from the 
idea what is wrong in our organisation and focus to think what we have 
done correctly and what things we can do better. I strongly see that quality 
comes more likely from will and joy to change things, than searching things 
that have been done wrongly or what mistakes have been done. 
 
Strategic thinking and leading is seeing past changes in history, current state 
and predicting future. Therefore in my opinion it is important that 
conceptualization of unity have been seen as evaluating big picture, not only 
small separate matters. I strongly see that quality assessment and quality 
work can begin only when organisation understand its past.  
 
It is important to understand where we come from and who we are. It is also 
important to understand how future is going to change base of our actions, 
but also organisation has to estimate current state as honesty it can be done. 
These different stages are needed to step, so that organisation can success 
in its quality work.  
 
Constant quality improvement is seeing things and taking noticed results 
which are coming from process. Customers are the centre of the quality 
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work, but people makes the quality. It is important to understand that quality 
is a part of bigger unity, it is a part of organisations process.  
 
Success at quality work needs capability from management to understand 
how their decision-making effects to achieved results. Decision-making has 
always been based on true facts, this is the key point to commit personnel 
to quality work. There is no point to try to do quality work, if management 
cannot show people where they decisions are based on. It is ok to fail in 
decision making process, because quality management can always improve, 
it is important to understand and admit if there have be done mistakes.   
6.4 Overall conclusions 
Quality work and self-assessment tool were not very familiar to me before 
this thesis work. Some kind of theoretical background I had, but I was in 
assumption that quality work was hard to do in public organisations. My 
assumption was that quality work could not be done systematically because 
in public organisations could not be measured as good as for example 
organisations which aim was to make profit to stakeholders. This thesis 
gave me therefore important information about quality work and I learned 
that quality work is more than numbers.  
 
Continuous quality improvement is state of mind, which is ongoing phased 
process. Successful quality work is so called state of mind – condition where 
organisation constantly aims to do core work best as it can be done. It can 
be seen also as a condition, where important things in success are renewal 
process, concentrating do changes in little steps and that how organisation 
can achieve constantly goals. It is now point to try to change everything at 
same time.   
 
In this thesis, I found out interestingly same things between CAF and 
POSDCORB theories, which are introduced in this thesis. Theory was 
introduced in 1937 and it had same kind of characters as CAF has 
nowadays. Both theories are compacted with certain cycle, CAF is working 
with PDCA -model and POSDCORB model guides administrative actions 
with same kind of cycle.  
 
In addition to cycle, they have also same kind of planning, coordinating and 
reporting style, which is a part of CAF’s assessment process. Culick’s 
POSDCORB theory sees that future uncertainty, lack of knowledge and 
learning, bad management and insufficient process will difficults 
organisation’s work. (Harisalo, 2010) 
 
These same things are brought out in CAF also. The difference is only in 
that fact, that POSDCORB model don’t recognize surrounding 
environment. CAF sees surrounding environment; citizens and partnerships 
one assessment criterion and these actions have to been noticed in order to 
success in quality work. POSDCORB model is also not focusing so much 
to results as CAF is focusing. But understanding these two theories/methods 
principles, will it make more understanding to quality work and how it 
should be some point even same thing what is the meaning of organisation.  
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My overall conclusions are that in best thing quality work are these things: 
 focus only to facts 
 quality assessment should be open in every level 
 developing actions are written out snappy, when 
organisation starts it quality journey 
 it can give new models to process 
 it can make solutions to conflicts 
 increases information 
 it aims to give common understanding in organisation, 
what is quality work 
 gives common learning experiences. 
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